
How to explain the repair process to your customers in a way 
that makes sense to them and showcases the value you provide.
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Step 1
Empathize with your customers’ 
(lack of) knowledge.

Vehicles ruling the road today sport sophisticated 
technology - likely more advanced than anything your 
customers encounter on a daily basis, and they don’t 
even realize it. This is obviously by design, because if 
manufacturers announced how complicated their cars 
were, people wouldn’t buy them! 

Service providers are in the awkward position of having 
to introduce these two parties for the first time - the 
naïve car owner and the automotive beast. It’s often 
assumed that the service provider takes advantage of a 
customer’s lack of knowledge and this can be a difficult 
reputation to break free from.

It’s time to pivot. The automotive industry is at an 
“adapt-or-die” moment. Feeling pressure from all sides, 
aftermarket professionals need to ask themselves: “Will 
I rise to the challenge?” or “Will I sell my business to 
another hungry shop owner looking to expand?”

Document your findings when diagnosing the vehicle and 
share images/media files directly with your customers. This 
will help earn their trust and showcase the value that you 
provide. It also takes the guesswork out of the equation and 
brings the customer into the actual repair process.
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The decision to stay and capitalize on change depends on 
your willingness to adapt. This boils down to three key areas: 

–  Tackling new technology
–  Leaning into technical training and tools
–  Transforming the way that you run your business

Adapting doesn’t have to be hard. Sometimes, it’s just learning 
how to use the tools laying around your shop (figuratively 
speaking, of course.) You have assessed your processes and 
you know that documentation is everything, but now you need 
to identify the most efficient way to communicate information 
to your customers clearly, without slowing down your 
technicians.
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It’s time to pivot. The automotive industry is at an 
“adapt-or-die” moment. Feeling pressure from all sides, 
aftermarket professionals need to ask themselves: “Will 
I rise to the challenge?” or “Will I sell my business to 
another hungry shop owner looking to expand?”

before performing
the work

during the
repair process

at the time
of payment

Demonstrate value 
for maintenance, 
inspection, and 
diagnostic services.

Present diversified 
findings for upsells.

Write additional work 
with proper detail as 
separate services to 
disambiguate from 
the problem.

Capture details and 
evidence.

Present the entire 
journey of the repairs.

How to showcase your expertise.

Stay competitive and ahead of the trends by joining your local 
trade association and/or your preferred supplier’s banner 
program. Taking an active role in the industry will advance your 
knowledge, accelerate growth, and provide you with 
opportunities to give back as well.

Industry Insight



Step 2
Take a holistic approach 
to service writing.

Many DVIs are one-size-fits-all. However, one size 
doesn’t actually fit all. DVIs communicate how your 
shop should fix the car, but they fail to show your 
customers what they need to see – how you fixed the 
car. Before, during, and after repairs.

Let’s take a step back and rethink the way that you are 
writing service. When itemizing a ticket, there are three 
C’s to keep in mind: concern, cause, and correction. 
Write what you’re doing, or should we say, selling, and 
remove any distractions. Your customers should focus 
on the most important thing – the value that you’re 
providing.

–  Eliminate jargon
–  Remove back-of-house notes
–  Include maintenance, diagnosis, and repairs as
–  separate services, creating value
–  Itemize what those services include in different 
–  labor lines and inspection items, so customers 
–  can read/see what you are doing
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Move over to the passenger seat and shift gears. Practice 
writing an estimate from the mindset of an ill-informed 
vehicle owner. Imagine what expectations you would have 
for the service provided, as well in the repair process. What 
information would put you at ease and earn your trust in an 
automotive repair shop?
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In the example at the top, a service is titled “MWL”. 
Customers don’t know what that means. Below are “customer 
states” notes, combined with technician results which, when 
combined, add up to the service total.

Rethink estimate writing.

MWL

SERVICES

Customer states MWL on. Pulled codes found P0171; tested oxygen 
sensor found bad. Replaced oxygen sensor, cleared codes.

PARTS PART # QTY EACH TOTAL

NAPA/BOSCH-BSH 
Oxygen Sensor

17016 1.0 $369.14 $369.14

1 SUBTOTAL: $855.14

Labor: $486.00
Parts: $369.14

Fees: $0.00
Sublet: $0.00

before

Warning Light On - First hour of testing

SERVICES

LABOR

Pull Diagnostic Trouble Codes (DTCs)
Document diagnostic information on work order (codes, freeze frame, live data)
Reference related Technical Service Bulletins (where applicable)
Advise on proper course of action: potential warranty coverage, further testing, 
and/or recommended repairs

1 SUBTOTAL: $150.00

Labor: $150.00
Parts: $0.00
Fees: $0.00

Sublet: $0.00

Remove & Replace Oxygen Sensor
Customer states MWL on. Pulled codes found P0171; tested oxygen 
sensor found bad. Replaced oxygen sensor, cleared codes.

PARTS PART # QTY EACH TOTAL

NAPA/BOSCH-BSH 
Oxygen Sensor

17016 1.0 $369.14 $369.14

2 SUBTOTAL: $855.14

Labor: $486.00
Parts: $369.14

Fees: $0.00
Sublet: $0.00

LABOR

Remove & Replace Engine Subframe
Remove & Replace Oxygen Sensor
Clear diagnostic trouble codes

after

Itemizing separate services helps auto shop customers realize the value of 
the work your shop is performing.



Step 3
Add transparency to your toolkit.

Most shops have customers transacting in one area and 
technicians working in another. While this setup may seem 
cleaner, quieter, or easier to manage, it makes it harder to 
build trust. When your customer is separated from the hard 
work that your shop is performing, it opens room for 
questioning your value (and the prices you are charging.)

Here’s an easy fix: show off your hard work visually, 
verbally, and in writing! 

Explain vehicle repairs to your customers in detail, letting 
them know what was wrong and how your team fixed it. 
This will give them peace of mind that their car was fixed 
correctly and is safe to drive - thanks to your capable 
shop.

Let’s dive deeper:
1. The diagnostic work for the warning light is not 
1. presented.
2. By combining the diag with the repair, the repair itself is 
1. not called out or clear.
3. The “value” of $855 is conveyed as a cost for “the 
1. customer states”; almost as though the customer is 
1. being penalized for their concerns, rather than receiving 
1. services.

The bottom example delivers more value:
1. Diagnostic work is described and charged for 
1. separately.
2. The repair is also written separately and described with 
1. easy-to-understand details that help explain why the 
1. cost is $855.
3. “Customer states” notes are not mixed in. It is best to 
1. present these separately, either as a comment or in a 
1. separate notes section, along with diagnostic details 
1. that were collected to prove that the O2 sensor had 
1. failed. What was said and the work that was done are 
1. independent and clear.

Technology has changed your customers’ expectations. 
Cell phones have changed the way that we communicate with 
our customers and, as technology progresses, so will their 
expectations. Beyond the convenience of photo sharing, 
failure to deliver speedy and informative customer service 
frustrates your tech-savvy clientele. Leveraging new 
technology helps you stay current, showcases your technical 
expertise, and beats out the competition. 
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Fixing cars isn’t easy, and it often takes a lot of effort just to 
diagnose the problem. When your shop has already put in 
the time and effort to complete a thorough repair, showcase 
it with before, during, and after photos.

Industry Insight

Before and after photos.

Before and after photos help customers understand the value your auto shop is providing.
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It is important to present value at the time of payment 
and pickup. You can do this through an online payment 
process native to the repair order, at the counter with a 
kiosk, or using a large monitor. Take your customer 
through a review of the entire ticket:

–  Diagnostic
–  Maintenance (inspection)
–  Repair details
–  Photos or other media (scan tool results, 
–  alignment before/after, etc.)
–  Show the found problem, work in progress, and 
–  the fix (as possible)

Challenge your team to test out new ways of checking out a 
customer and handing off their keys. Have them take notes 
to see which methods have the best engagement. Is there 
any correlation between those methods and repeat 
customers, stellar reviews, and/or referrals?

Industry Insight

Step 4
Drive through the journey and collect 
five-star reviews.

Do you think your shop has a ‘win’ once your customer 
approves a job? This is a misguided concept since your 
shop’s ‘win’ should be the feeling your customer has 
when they drive off of your lot. It’s the assurance that 
your shop has provided them with a valuable service.

In order to do this, they have to understand the value… 
and getting them there is your job.

Communication makes your customers feel appreciated. 
Speaking to your customers clearly and concisely 
demonstrates your value to them and their understanding of 
the auto repair. When they feel appreciated, they will want to 
return the favor by writing enthusiastic five-star reviews. 
Master modern communication and unlock a customer 
response that keeps your shop profitable for years to come.
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Shop-Ware shop management software provides professional-
grade business solutions to the automotive industry’s leading 
repair shops so they can run entirely on the cloud; phone optional, 
and paper-free. Connecting the aftermarket together, Shop-Ware’s 
ecosystem enables next-generation shop efficiency and customer 
satisfaction without compromise. Full-service onboarding and 
best-in-class support provide everything a shop needs to 
transform its business and stay competitive long into the future. 

If you’d like to learn more about implementing Shop-Ware as the 
solution in your shop visit getshopware.com.

Shop-Ware as the Solution.

Communication makes your customers feel appreciated. 
Speaking to your customers clearly and concisely 
demonstrates your value to them and their understanding of 
the auto repair. When they feel appreciated, they will want to 
return the favor by writing enthusiastic five-star reviews. 
Master modern communication and unlock a customer 
response that keeps your shop profitable for years to come.

Showcase your value.

Technical expertise is 
the primary component 
of your value
–  Balance of display 
–  versus overwhelm
–  Show them how you 
–  fixed the car

–  Reinforce your 
–  competence and care
–  Shift the emphasis to the 
–  car and off the shop

Look more professional, 
knowledgeable, & 
organized (& compliant)

The Result
–  Higher tickets
–  More 5 star reviews

https://shop-ware.com/
https://shop-ware.com/

